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CieSringhouse on Educational Management 



The Best of J RiC presents annotations of ERIC liter- 
atyre on important topics in educational management 

The-selectiofis are intended to give the practicing edu- 
"<:ator easy access to the most sigr^lficant and useful infor- 
mation available from ERIC Because of space limitations, 
the Items listed should be viewed as representative, rath^ 
than exhaustive, of literature medfing those criteria. 
•••Materiars were selected for inclusion from the ERIC 
catalogs R^urces in taucation (if'it) and Current Index 
to Joumafs in Education {CUE}. 
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This bibliography was ppepared by the ERIC Clearinghouse on Educational Managem^ for distribution by the American Assocf^tlon of School 
Administrators, the Association of Cafifornia School Administrators, and the'WisConsin Secondary School Administrators Association. 



tecKtership EJ/ectiveness 



*l! Clay, Katherme, and Long, Susan. ''CU-RI-OS'-I-TY, 
n 1 to Gratify the Mind -with New Discoveries " 

Thrust for Educational Leadership,! , 1 {October 1977), 
pp 1,8-21 ^ ' J ' 



Because this arttele has a li^ht, easy-to-read sjyie and con- 
. tainsagood dea! of^informatjon, k*is both useful and enjoyable. 
Clay and Long Examined 187 documents, booths, and articles 
,on school leadership, mq^-^f A/Yhich/"Ji^t or describe the com- 
petencies and abilities^and'attitudes needed by today's success- 
' ful principal '^ None,, however, .mentions curiosity, which the 

authors feel "may be the m^ important attribute of a success- 
i - 
' ful principal " \ 

' The role of curiosity in eftective leadership is clearly ex- 
plained A school's teachers may have a wide range of profes-- 
♦ sional interests, and even the interests of an jndiuidual teacher 
may ch'angecluring^h is or her career Asa result, it is irppossible 
for dny individual principal to possess all the expertise to givfe 
effective support to all the t^achers/in a school This would ciot 

. , be a probleifT? if "al[ principals were curious-enough to find but 
what support all iheir teac^efs neededrand curious enough to , 

^ ^ fifKf the resojJrces necessar>^j^*provide that support " ' ] 
The balance of the artifiw (consists of an iijgenious curiosity 
test and "a brifef review of ^W||at the educational literature says 
about the principal as an insrrfBt<5q^rieader." The documents* 
cited are not necessarily the best on the subject, but all are 
.readily available and each h^s, some distinguishing quality, -some 
are thought-provoking or interesting, others good thumbnail 
references of checklists or handy hints Ten aspects of leader- 
ship aire included community relations, schpol climate, teacher* 

^ eval^a\ion, studept needs assessment, recent educational trend^ 

jj^roup decision-making, self%warenfess, staff development, the 
change process, and curriculum development. 



2. ERIC. Cleanngf}ouse on . Educatiorial Managemer>t. 
Leadership: Improving Its Effectiveness' Research Action 
Brief^guqene University of Oregon, 1978 4 p^ges, ED 
number not yet assigned ' 



. . This review, written for an audience of secondaryXchojpl 
1^. _ ^Drincipa^ls, di|gussesin concise, - readdNf lar>guage some of the 

ERIC . *. . ' ■ - . ' ^ 



empirical research that has been done concerning effective 
school leadership 

The dtscussiort focuses on three fapniliar aspects of leaderstiip ' 
eff^tiveness One section considers Fiedler's observation-that 
"effective leadership means-havfnq the rig|it'person m the right 
sit^tion A leader performs best when meaningfully chal- 
lenged ^y the position, according to Fiedler, '.'a safe, secure, 
and well-ordered environnjent may not always be a productive ' 
one '* ^ \ 

A second section focuses on Kunz artd Hoy's conclusion tfSt 
teachers are most willing to accept the professional leadership 
of principals who ar? high in initiating structure (the'ability to 
establj^ order m the school environirient) and consfderation 

^ (the ability to develop good relations with subordinates)^. Of ' 
the two, though, "maintaining a well-cfrdered school is appar- 
ently more desiratjfjs than maintaining a friendly one " 

^The study t^en Qxammes decision-making One way p'rinci- 

. pals can become more effe<ptive leaders is by implementing pro- 
grams of participative decision-making (RDM) Evidence indi- 
cates that rnvolvmg 'more people in decision-making can lead 
to the making of better, more correct problem-solving decisions. 
In addition, f DM can increase the satisfaction of those who be- 
come involved m decision-making However, making decisions 
by majority vote can become competitive and frustrating for 
participants and should, therefore, probably be avoided "For 
many schools . a ceh''trattst PDM program may-be most de- 
sirable', with* the principal, af J^'oup leader, soliciting the opin- 
ions and insights of collaborators bLj,t retiming ^inal decisional 
authority " 



3; Ferguson, Hugh. "The Role of the hjjgh School 
Principal in Curriculum Development and the Improve- 
ment of Instruction " Summary of Ed D disseij*$tjon;. 
Temple University, 1975 22 pages. ED 132 699. 



Ferguson points out that the professional' role. of the 
school principal is no^ always clearly .defined For example, 
some research indicates that the principars,ro(e often vacillates 
• between sef*ving as a schoot's instructional leader, on the one 
hand, and as its e)?ecutive manager, on the other 

Ferguson undertook Jris studi/ to clarify the principal's fiole 



' in two specific areas-cum^lumde^yfelopmentanc^instruction^i 
imp/ovement He examined how "superintendents, curriculum 
directors, high school principals^ department heads, and teach- 
ers" e^luate principals' leadership performance in four specific 
dreas^ curriculum development, curriculum implementation, 
organizing for instructional "jn^provement, and developing a 
positive instructional'chmate Responses indicated that princi- 
pals ftll all four roles but ^at the most important of the four 
IS "providing leadership in developing a positive instrtuctionai 
climate " ' ^ 

however, not all groups see^the prihcipal In the sarne way 
Specifipalfy. administrators (superintendents, curriculum direc- 
tors, and principals themselves) are' more certain than statf 
members (department 'heads ^nd teacfjers) that principals fiil 
aij four leadership roles Thus Ferguson conclude that princi-, 
palsrwho want Vo be seen a$ "effective leaders in curriculum and ^ 
the improvement of instruction must involye faculty members 
in curriculum development 



4. Fiedler, Fred E. A Theory of Leadership Effectiveness, 
^McGraw-Hill Series in Management New York M raw- 
Hill Book Company, 1967 310pages ED015354' 



Despite Its age, thisisoneof the.most important^and influerv 
tial studies yet madVof rfs subject* The hearf of the work ^s 
Fiedler's Contingency Theqry, ^hich holds that leac^ership 
effectivenesses contingent on a good* match between an indi- 
vidual's leadership style and the needs of a situation. 

The Contingency Theory identifies ^wo leadership ^styles, 
Human^relations-orientefl leaders ar^^ motivated prirnarily by a 
desinejor good interpersonalrelations with their subordinates. 
' Task-oriented^ leaders are most concerned with succes^ in carry- 
, ing out the Jask at hand ^ / ' ^ 

The key variable in determining which style fits the needs 
, of a situation h the fa>?pi'ab|tity o'f that situation. FavorabiJity 
i^affected by the quatiiyof leader-member relatipna^n a grcijp' 
the degree to which a group's task is structured, and the formal 
power the leader derives from occupying his or her position. In 
^ general, a situation 'becomes more favorabte"a5 leadpr-membe'r 
i relations impVoye, the task becomes more strilttured, and Mne^ 
leader's position power increases According to the Contingency 
Theory, task-onent^d leaders per-forrtrtfest in very favorable or 
unfavorablef situations, y^ile human relationS-orientedieaders • 
are moVe'effectlve in moderately favorable situations ^ ^» 
^ ^ The greatest value pf tlje Contingency Theory m^y well b*e 
its sOccess in showing that the needs of a specific situation, 
as well as ttiejji/aiities of a leader, can influence leadership 
I effectiveness. . . - * 



5. Kylriz, Danif I ^„ and "flqy, Wayne K. ''Leadership 
Style of Principals ancJ thg Professional Zo^e of /accep- 
tance' ©f Te3chers " Educational Administratiori Quar- 
terly, 12, 3 (Fall 1976), pp. 49-'64.'EJ 150 169 



K'unz-and Hoy describe*their aftdy of how certain types of 
behavior are related to leadership effectiveness The stlidy [s 
mterestihg for its methods. Ss well as its conclusions As t^ir 
-« measure of a leader's effectiveness, tHe authors usetithe willing- 
ness of' a subordinate "to hold in abeyance his own criteria for 
making decisions and tp'comply with ordertl*fram superiors " 
Teachers vMII not respond Identically to alUypespf adminis- 
trative directives. However, the amount of administrative«con^ 

ERjc "' _ '■: : ^ ■ \ 




trdi teachers are .willing to ij^cep^t-the size of their ''zone of 
acceptance ':-;^is relatively uniform tn two areas Most teachers 
consider decisions concerning matters of orgahizational mainte- 
nance, such as meeting deadlines or making accurate repo/ts, 
to-be a legitimate concern of administrators Conversely,* rrtost 

, teachers and even many administrators feefthat admmistrators 
■ should have very 'little control over matters in'the personal do- 
main, spedficgliy "thihgs that either h^ve little direct relevance 
to the organizatfon and/or are gxtremely personal/' 

There is. however, no such agreement among teachers about 
the zone of acceptance In matters of professional judgment such 
^ willingness to experiment or technigues for evaluating pupils 
This led the authors {o suggest thet the size of the professional 
zone of acceptance of most teachers in a sch ool might be 4 good 
indicator of the principal's effectiveness as a leader. 

Two types of behavior are hnost often associated with effec- 
'^ive leadership The first, initiating structure , includes establish- 
ing "well-defined patterns of organisation, avenues of corrt- 
munication, and methods of • procedure " The 'second, cori-^ 
siderOtion, refers to/'friendship, mutual lrust',\espect and 
warmth* m the relationship between the leader and merpbers 

* of his st^/' ' ^ , 

Kunz and Hoy measured how each of th^se types of behav- 
ior affected-the size of teachers', professional zone of acceptance. 
They found the largest zones of acceptance among teachers 

' whose principals were high in both initiating structure andV:on- 
slderation FiKther? the two qualities frSq'uently went together 
However, the authors found that, ofjhe two. "mitiating struc- 
ture was the overriding factor which was related to the profes- 
sional zone of acceptance of the;teacher " ^ ^ 



= 5 / 

^6. Lavender, E. S. "Six^ftficu^t Ways t^ Increase Your 
Leadership Effectiveness " OCLEA, 5 (September 1975), 
pp 14-16. EJ 12,4 132. ^ 



As the title suggests, this article offers scfhie practical sugges- 
tions for school administrators who want to4iecameipore'effec^ 
tive as leaders The ideas suggested here af^ based on common 
sense and discussiBd in language that is always straightforward 
and occasionally picturesque 

Lavender recommends that administrators write clearly, in 
language that is free from ambiguity or j^rgor). A good adminis- 
'trator must develop clear sight-the atJilrty to'see things rplis- 
tically and .accurately, foi»eSight-the abilMy to see what lies 
ahead, and insicjht-the abillty'to under-stand the si^nlficapde 

•3. ' -y ■; ■ ' V 
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T * • t)f what he or shlfsees and foresees. It is inriportantri^r ^ad- 
mmistrator ta into contact with a wide rahg^ (jf rdeas, 

perhaps ty eng^ing Jh activities such^ as "readingf^ f«8\/el, 
* -worfhwhiTe conyirsation, and careful listening." 

Another key to effectiveness is success in creating^produc- ; 
tive s<^hoo1 envirdnrnent and establishing "hjghr levelsVf trust, 
openness, comrri^ment, accountability and scop^f or personnel 
growth andgji^Scljm^^44irat^0Mmp9r taM'orj$^\o develop 

^ TtTeTeadershjp potential of others in, the schoo! c^ganization 

Lavender's firjal^uggestion, perhaps his most useful and cer- 
tainly hiimostL^^ual, is to take ti nrt^uff f i xnri woffiS,tto rerp a in 



A 



teacher organizations, which evidently s^ek "to nsstructure the 
educational systenn enfTrely:" The principal has little power 
over teachers, h^-dqes fiot hi^re, fire, or control salaj'ies. "He is; 
\ in short, powerless^o either reward oppunish " The ri^ecyf both 
collective, bargaining and professionalism have ^ofobined to 
^ake^the role of the principal an Increasingly marginal one— a 
'mediator rather than a leader. 

- Finally, evidence suggests tijatev^n-^hen a principal does 
succeed in Jnjroducing Changes, those changes may not be of 
much value in improving a school^ 



fresh on the joC 



and to avofd becoming overinvolved with Hr 
— ^ 5> Wt iB-rr — 



7. Miskel, ,C«il. Public School Principals* Leader Style, 
Or^anizatioi^ Situation* and Effectiveness. Lawrence 
University o^ansas, 1974. 162 pages. ED 09§ 659. 



Mjsi|,e{ $upyey|current tineory aftd k rrowledgtr about eff^tive 
school feadersViJi^nd then develops and tests a mod6l of l^der' 
effectiveness iJrSortunately, the value of his discussion is serir 
ou^fy undermined by a clumsy writing style 

He discusses a variety of subjects, incli^ding the situational 
and .behavioral aspects of Joadership effectiveness. He also con> 
siders severaMifferent methods of assessing a leader^ 
riess, mo!..Hjr,q ,v.op|^^jppn^ p,n ij, nhtiin ^ 

tng evaluatiSSof leaders' performance from their subordinates 
and juperdrdinates, and from the leaders themselves 

M-iskel's moc^ of leader effectrveness is based on the hy- 
pothesis that v^iables in an individual's leadership style and'a 
school's cJrgantzpiionai climate can be used to predict hpVv effee- 
tive that individual will be as a principal Evictence tended tovall- 
'date th [4 hypothesis, though Miskel recommends revisions in 
*^he model to provide better ways of measuring personality char- 
acteristics, "situational variables, and leadership effectiveness, 

0ne useful byproduct of the study was the discovery of an 
"almost total Uck of relationship between the two most com- 
mon vaFjables for selectin^^TDrincipals-experience and'educa-^ 
tion-and. administrative effectiveness " This led the author to 
call for^the us^of.new criteria, such as previous behavior indicat- 
ing leadership potential, in selecting school principal* 



^. Myers, Dpnal'd A. "The 'Chautauqua Papers A Dis- 
' sent "'National Elemrnfary Principal. b4, 1 (September-. 
October 1974J,4:)p 18-26 EJJ04 149 , 



^9. Spiess, Jack. "Concepts of Leadership/' 1975. l6 
Uage5rtD-102-680. ' 



^This document is a' general suryey»<5f what is known about 
leadership. Despite an abundance of literature on the, subj^ct, 
some aspects of leadership are stiil surrounded by .confusion and 
uncertainty. The athhor.flrfds, for example, that "very few of 
the numerous h'sts of leadership traits have many items in com- 
mon " Experty cannot even agree about the relationships be- 
tween H leader's effectiveness and his or her "dhronolc^icak 
age, Keight, weight, pl^iysique, energy, appearance, dominance. 
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.sel^ufficiency. emotion^coauoi, and extrovef^iofrf^tro ver- 
sion."' . ' 

'These facts suggest that it is not simply the traits of the ^ 
. potential leader, but how welj thev^re suited to* the needs of 

a specific situation, that detepafTne how successful theleadei^' 
0 will be Because eff^tive l^dership does vary ivith different , 
situations all people possess some leadership capabilities. 
Whila fifefly evertone has what it takes to be an effective 



school A principal attends to a school's sociopolittcaljcontext 
^ -4)y understanding palitics arvi rec5)gnrzing how a school fits the 
* ,n^pd^ of the larger society it serves. A fourth dimension of 
leadership, perhaps the most important of all, is the principal'* 
self-awareness, the ability to assess-real is#ical I y-h is or her own 
strengths and weak nesses. I , 



lead€rin sonne sittlStions, almost no one can lead effectively in, 
all srtqations. * ' ' ^ 

Evidently , the effective le^er should be able to perform two 
'primary functions. The first, facilitating goal achievement, is 

£ leader's success In helping the group a^compli'sh jhe task*ai 
\6 The second leadership function, group maintenance, is 
.leader's ability to maintain good interpersonal relatk)ns 
vvfthin the,gjoup. Bothiunctions are instrumental in effective 
leadership, though the 'e]aXP^e importance of each will vayy 
according to the situation.' 



to. Tyf, Kenneth A. "The Jjmes They Are a Changin' 
for School Principals " Thrust fpr Educatidnal Leader- 
ship, 7,'.l (October 1977), pp. 4-7. 



Tf\t^ article di«5(ju;5ses some of the ways-in which the profes- 
sionai role 6f the school principal Is changing in contempor.ary 
education Today J schools face problems different from^th6se 
of the' past In^general, these new*prob[ems, complex and with- 
out easy solutions^ are combinmg to make the principal "the 
critical person in the educational process." 

Tye sug"gests that it is important, therefo^^, to distinguish 
between 'two roles the principal may take, an administrator 
(oriented primarily toward maintaining the status quo)'and'a 
-leader (functioning ds 9i\ agent of ehange arl8 grpwth). Most of 
^today's principals have jjeen selected and train^ to serve as 
' adminisfrators,'but education might be better served by "princl- 
p9ls who define themselves and are,deffned by others as leaders " 
Tye emphasizes three areas where a principal's leadership is 
particularly important/- goal attainment, human processes, and 
the school's sociopolitical context Goal attainamut Is the 
schpol's jsuccess in doing Its job of educating Humah , processes 
are.*the ifUerpersonal relationships aod interactions within a ^ 

EMC - , 
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1-1. Utz, Robert T. "Principat Leadership Styles and Ef^ 
fectiveness.as Perceived, b^^^eachers." P&per presented at 
AmericaflvEducational Research Association annual meet-' 
* ing, Chioa^o, April 1972. 1 1 pages ED 064 240 



^ * Utz reports on th^^ 'findings of a survey of how experienced 
teachers evaluated school' principals. Subjects were-ftrst asked 
to characterize the overall performance of their principals on a* 
scale ranging from "excellent" *to "poor " At the same time, 
the teachers also evaluated^rincipals according to the levels of 
concern they Ihowed for ^production" arfd for "people." The 
results, as expected, showed that principals rated as "excellent" 
had "significantly higher mean scores . . . irfboth th^'ProSuc- 
tion' and 'People' dimensio'ns than did principals ranked in each, 
succe^ing lovyer gategory " ^ *^ 

' Survey responses also made it possible fbr the author to 
develop profiles 'of "excellent" and "below av4rage/poor" 
prmgipals. An. excellent f principalis characterizecf by dirict 
Interaction with teach er4-« or lent ing Hew teachers, soliciting a 
wide ratpge of opinions before fnaking qoW^ decisions, and 
evaluating teachers',performancehonestly, emphasizing sugges- 
tfons for how to improve. In short, an effective, principal Is 
"respected and trusted -by the teacher and is s^n as onevyho 
cooperates witrt tfns teacher in getting the job done.". 

Conversely, the forest-ranked principals tended to be ri^uch 

' tess'involved with their /teachers, providing rfinimal orientation 
for neyy teachers, utilizing little or no teacher input iri pjrogram 
planning', and seldom evaluating teacher performance. 
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